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ADS 201 - Planning

201.1 OVERVIEW
Effective Date: 01/31/2003

Planning is a process that assists USAID in identifying appropriate results, developing
approaches to reach them, assigning needed resources, organizing ourselves to
achieve, and identifying the means to measure progress. Strategic planning refers to
that part of the planning process where goals and objectives are defined and approved
and performance measures are identified. Activity planning defines the specific
outputs needed to achieve agreed-upon results and the means for achieving them.
Activity planning also identifies the types of institutions that will actually produce the
outputs, estimating costs, and identifying formal agreements that will be needed to
provide USAID financing. Planning at each of these levels has distinct requirements.

The planning process is considered complete when USAID develops and approves
Strategic Objectives (SOs) and Results Frameworks, forms SO Teams, identifies
performance indicators and targets, and develops and formally approves for
implementation specific activities.

*Planning requires the participation of many actors, including Washington customers,
USAID partners, host country governments, the donor community, non-governmental
organizations (NGOs), private voluntary organizations (PVOs), faith-based and
community organizations (FBCOs), individuals from the private sector, and ultimate
customers in the host countries. Participation helps ensure that development problems
and opportunities are adequately identified and analyzed and that informed choices are
made about the proposed results. In the case of public-private alliances, planning
requires joint definition of problem solving by all partners and an explicit agreement
among development partners to share resources, risks, and results in the pursuit of an
objective that can be better obtained through joint effort. Participation is essential to
ensuring the long-term sustainability of assistance programs.

Levels of Planning. As summarized in Figure 201A, Levels of Planning, planning
occurs at four principal levels in USAID. First, at the Agency level, there is an Agency
Strategic Plan and Annual Performance Plan; together, these documents describe
results and resources by Agency goals and country, regional, or worldwide program
objectives. Second, regional and sectoral planning takes place primarily in Washington
Bureaus. Third, Operating Unit Strategic Plans define specific multi-year Strategic
Objectives (see 201.3.7, including Special Objectives (201.3.7.9) and Program Support
Objectives (201.3.7.10)) that specify how Agency goals will be pursued in a specific
country, region, or sector. Fourth, Operating Units and their SO Teams plan individual
activities that will realize these results, typically through transfer of program funds to
implementing entities. Activity planning focuses heavily on the definition of outputs, the
types of institutions that will achieve these outputs, and the acquisition and assistance
instruments that formalize the relationship between USAID and the implementing
entities that receive USAID funding.
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Figure 201A, Levels of Planning

Level of
Planning

Responsible
Units

Description

Agency

Bureau for Policy
and Program
Coordination

(PPC)

USAID produces a multi-year Agency Strategic Plan (ASP). The
ASP provides a more detailed articulation of USAID contributions to
U.S. Government foreign policy goals described in the International
Affairs Strategic Plan (IASP).

The Annual Performance Plan (APP) and Congressional Budget
Justification (CBJ) provide details on how the ASP will be
implemented and funded in specific years.

Bureau
Planning
Frameworks

Regional
Bureaus and
Pillar Bureaus

General planning frameworks are sometimes developed for
regions, multi-country groupings, or individual countries. Goals
spelled out in such frameworks are used to guide selection and
planning of Strategic Objectives.

Specific sectoral approaches may also be developed, based on
experience of what works, to guide Operating Unit planning.

Bureaus select countries to which assistance is provided and
determine management approaches.

The annual Bureau Program and Budget Submission (BPBS)
describes programs and budget needs for a given fiscal year.

Planning parameters for specific Operating Unit strategies are
developed at the Bureau level.

Strategic
Objectives
(SOs)

Operating Units

Each Operating Unit develops a Strategic Plan that defines and
justifies the Strategic Objectives (including Special Objectives and
Program Support Objectives) it seeks to achieve during a set
planning period.

SOs provide the basis for notification to Congress, request of
funds, and progress reporting.

In terms of planning, Annual Reports describe adjustments to
Strategic Plans; justify current year funding (as part of the
Congressional Budget Justification); and request funds for the next
fiscal year to implement approved Strategic Objectives.

At a country level, Strategic Objectives are reflected in the Mission
Performance Plan (MPP) prepared by the Embassy Country Team.

SO Teams are formed.

Pre-obligation requirements may be met at the SO level.

Activity

SO Teams

Defines the outputs needed to achieve SOs.

Defines the type of institutions involved and their role in producing
outputs and managing for results.

Detailed acquisition and assistance plans, bilateral agreements,
and other agreements form the basis for transferring funds from
USAID to other entities.

Pre-obligation requirements must be met at the activity level, if not
met at the SO level.
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201.2 PRIMARY RESPONSIBILITIES
Effective Date: 01/31/2003

USAID organizations have primary responsibilities for aspects of planning as described
below.

a. Operating Units and Strategic Objective Teams have primary responsibility for
developing Strategic Plans and justifying Strategic Objectives (SOs) and designing
activities to achieve them. In cases where implementation responsibility is transferred
to other Operating Units, such as when Pillar Bureaus provide services through field
support mechanisms, the Operating Unit that is home to the SO must ensure that
adequate resources are transferred in a timely manner and that services are provided to
the SO as agreed.

b. Regional Bureaus have a lead role in managing bilateral relationships for
countries in a region and coordinating with the U.S. State Department and other U.S.
Government entities on USAID efforts in that region. Regional Bureaus select countries
in which USAID staff will work and decide when country and regional Strategic Plans
will be developed. They provide support and oversight to Operating Units and manage
the review and approval process for strategies developed by their Operating Units.
Regional Bureaus allocate resources across their countries. Regional Bureaus have
the lead in ensuring that country and regional programs in their region meet any
constraints imposed by legislative sanctions. The Pillar Bureaus provide the range of
technical support needed by Regional Bureaus and field Operating Units. Regional and
Pillar Bureaus are responsible for ensuring cooperation in achieving shared objectives.

C. Pillar Bureaus consist of USAID technical leaders responsible for providing
technical support to Agency programs worldwide. They have responsibility for defining
specific sectoral approaches that correspond to specific Agency goals. These sectoral
approaches reflect best practices and are used to guide strategic planning at the
Operating Unit level. Pillar Bureaus are also responsible for developing and
implementing specific strategies at a world-wide level to support, guide, and
complement the work of field Operating Units and Regional Bureaus. Pillars also have
the responsibility for planning and implementing worldwide Strategic Objectives
(including Special Objectives and Program Support Objectives) through their central
Operating Units. Strategic Plans or Bureau Planning Frameworks for Pillar Bureaus
may articulate objectives and results that cover the Bureau’s responsibilities for field
support, technical leadership, and research. Pillar Bureau Operating Units also lead
“Sector Councils,” which contribute significantly to Agency decision-making including
budgeting and external reporting.

d. The Bureau for Policy and Program Coordination (PPC) is responsible for
ensuring that Operating Unit, Bureau, and Pillar and sector plans are consistent with
Agency and U.S. foreign policy. PPC is also responsible for administering the Agency’s
“strategic budgeting” process. PPC has primary responsibility for defining Agency-wide
policy and standards for planning and implementing the use of USAID-managed
programs, Operating Expenses (OEs), and staff resources. PPC administers and
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oversees the Agency’s strategic planning and resource allocation processes including
program, operating expense and staff resources. PPC also produces the Agency
Strategic Plan (ASP), the Annual Performance Plan (APP), and the Performance
Accountability Report (PAR) and provides policy guidance to USAID staff on operational
and development policies related to program planning.

e. The Office of the General Counsel (GC) and its regional legal advisors provide
legal support and advice to Agency Operating Units on the full range of operational
matters pertaining to USAID programs.

f. The Bureau for Management (M) is responsible for staffing and management
support considerations in the planning process.

g. The Office of Security (SEC) provides security services to protect USAID
personnel and facilities, safeguard national security information, and promote
and preserve personal integrity. Some critical functions of SEC are to lead the
USAID Counterterrorism Task Force, coordinate counterterrorism activities for
the Agency, conduct liaison with the U.S. intelligence community at the national
level, and work closely with the U.S. Department of State on diplomatic security

matters.
201.3 POLICY DIRECTIVES AND REQUIRED PROCEDURES
201.31 Mandatory and Non-Mandatory Guidance

Effective Date: 01/31/2003

This chapter describes both mandatory and non-mandatory procedures and practices.
Mandatory procedures are identified with use of the words “must,” “required,” or other
clear designation.

The non-mandatory procedures described in this chapter are intended to increase
consistency and predictability of operations. Non-mandatory procedures are identified
with use of the words “should,” “recommended,” “may,” or other clear designation.
Although Operating Units should generally follow these procedures, they may choose to
deviate from them or adapt them to particular situations, especially when such
deviations promote core values and increase cost-efficiency. Operating Units do not
have to document deviations from non-mandatory procedures.

Note: To alert readers, the word “MANDATORY” will often appear at the start of a
paragraph. The paragraph itself may contain a combination of mandatory and non-
mandatory language, as signaled by the words listed above.

Special exemptions from some mandatory procedures are noted in the text. Assistant
Administrators have authority to approve, as necessary, additional exemptions from the
mandatory procedures beyond those exemptions specifically mentioned in this chapter.
Approval for any such additional exemptions must be obtained in writing from the
Assistant Administrator of the responsible Bureau and must be written as an action
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memorandum cleared by the Bureau for Policy and Program Coordination, Office of
Strategic and Performance Planning (PPC/SPP), and the Office of General Counsel
(GC), before approval.

Special Exemptions: Certain programs are exempted from the mandatory procedures
described in this chapter, including (1) emergency disaster assistance; and (2)
emergency food aid authorized under Title Il of the Agricultural Trade Development and
Assistance Act of 1954, as amended (Pub.L. 480).

201.3.2 Overview of Agency-Level Planning
Effective Date: 01/31/2003

*The Agency uses strategic budgeting precepts in a variety of ways. PPC is responsible
for administering the Agency’s strategic budgeting process (201.2(d)). Strategic
budgeting is reflected in Agency planning and reporting documents, including the
Agency Budget Submission and Annual Performance Plan (201.3.2.3). Bureaus are
required to obligate funds against strategic objectives (201.3.7). Bureaus in their Bureau
Program Budget Submissions must explain how they factored performance into their
resource requests (201.3.3.2). Operating units must describe in their strategic plans the
total estimated resource requirements, including program, staffing, and operating
expenses for each strategic objective (201.3.6.3). These requests are made in
accordance with the Annual Report Guidance, which describes the Agency’s strategic
budgeting model and how resource requests must incorporate performance and
pipeline factors (202.3.7.4). The Agency provides new obligations on the basis of
Annual Report requests and the strategic plans’ estimates, which become the
authorized funding levels for the strategic objectives when the operating units’ strategies
are approved (201.3.7.7). Operating units and their strategic objective teams are
responsible for managing the resources made available to them so that planned outputs
and results are achieved in a cost-effective and timely manner, in accordance with
applicable regulatory requirements (202.3.7).

201.3.2.1 Agency Strategic Plan (ASP)
Effective Date: 01/31/2003

*The Agency Strategic Plan (ASP) (see the mandatory internal reference, DOS and
USAID Strategic Plan, FY 2004-2009) defines the Agency's mission and specific
Agency goals and objectives. These goals and objectives provide a strategic
framework within which Operating Unit Strategic Plans are developed and approved
and resources are allocated. The ASP serves to present the Agency’s programs to
Congress, other U.S. foreign affairs agencies, and the public. The ASP is periodically
updated based on significant changes in U.S. national interests, global and regional
geopolitical considerations, country and customer aspirations, progress or lack of
progress in achieving Agency goals and objectives, or new technical knowledge in a
sector. PPC leads preparation of the ASP with the collaboration of all Bureaus and
external stakeholders, such as Congress, the U.S. Department of State (DOS), the
Office of Management and Budget (OMB), and other interested stakeholders, partners,
and customers. The ASP is developed in accordance with Government Performance
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and Results Act (GPRA) standards and OMB guidance. In August 2003 the Agency
and the Department of State agreed on a joint strategic plan, which sets forth the
direction and priorities for both organizations for the Fiscal Years 2004 to 2009. See the
mandatory reference, DOS and USAID Strategic Plan, FY 2004-2009.

201.3.2.2 Sector Planning Frameworks
Effective Date:

*Under the direction of the responsible Pillar Bureau and in coordination with Sector
Councils, which are recognized groups of technical experts from the central and
regional bureaus within a functional area, such as economic growth or health, the
Agency may issue sector planning frameworks, which supplement the Agency Strategic
Plan by providing greater detail. Such frameworks, often referred to as Sector
Strategies, may range from brief statements of general priorities to detailed descriptions
of sector goals, approaches and technical and operational guidance.

e *Sector Planning Frameworks must be consistent with the overall mission, goals
and objectives of the Agency as described in the Agency Strategic Plan. (see the
mandatory internal reference, DOS and USAID Strategic Plan, FY 2004-2009)

e *Goals and objectives described in the Sector Framework are not Strategic
Objectives and are not associated with expending funds as with Strategic
Objectives, Special Objectives or Program Support Objectives. However, they
can contribute to the technical design and rationale of an SO(s).

e *Before preparing a Sector Planning Framework, the responsible bureau must
consult with PPC/SPP.

e *Once vetted and approved within the Agency, the Sector Planning Framework
becomes a mandatory reference in the preparation of Bureau Framework (see
201.3.3.1) and operating unit plans, including Strategic Objectives, Special
Objectives and Program Support Objectives.

*Sector Planning Frameworks will be posted on the Agency’s Policy website at
http://www.usaid.gov/policy/ as they become available.

201.3.2.3  Annual Agency Planning Documents
Effective Date: 01/31/2003

In accordance with guidance issued by OMB, based on legislation related to Federal
Agency management and reporting, USAID prepares detailed planning and reporting
documents that cover programs funded in each fiscal year. These documents include

e Agency Budget Submission (ABS) to OMB. Planning for the annual Agency
Budget Submission to OMB involves the incorporation of budget submission
information into an overall program and budget plan for individual Bureaus.
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e Annual Performance Plan (APP). The APP updates the Agency Strategic Plan
on a yearly basis and contains the most current articulation of Agency
performance goals, performance measures, baseline data, targets, and
development tactics for all Agency goals. The purpose of the APP is to plan
results and performance measures that justify the Agency budget request for the
following year. The APP describes the manner in which resource allocation
decisions are made to achieve ASP goals and the methods used for performance
reporting. PPC leads Agency-wide drafting of the APP.

e Performance Accountability Report (PAR) (formerly known as Agency
Performance Report). The PAR informs the President and Congress about
Agency performance and financial accountability during the most recently
completed fiscal year. The PAR addresses progress in meeting the targets set in
the APP submitted two years earlier to cover that particular fiscal year.

The above documents are created with information from each Operating Unit's Annual
Report submission, combined with Bureau and Agency priorities. The APP and PAR
are available on both the Agency external website (http://www.usaid.gov/) and internal
website (http://inside.usaid.gov, which is only available within the USAID firewall).

201.3.2.4 Interagency Coordination
Effective Date: 01/31/2003

The overall national interests and foreign policy goals of the U.S. Government are
described in the National Security Strategy (NSS) and the International Affairs Strategic
Plan (IASP). The IASP provides an overall framework to help coordinate the efforts of
all U.S. Government Agencies working in the foreign affairs arena. (For more
information about the NSS, see http://www.whitehouse.qgov/. For more information
about the IASP, see the U.S. State Department website at http://www.state.gov/.) The
USAID Agency Strategic Plan (ASP) is developed to be consistent with the NSS and
IASP. The ASP provides a more detailed description of USAID contributions to foreign
policy goals that relate specifically to the Agency’s development mission.

The Agency coordinates closely with the U.S. State Department at several levels of
planning. At a country level, the principal interagency coordination tool is the U.S.
Embassy Mission Performance Plan (MPP). The MPP is the authoritative integrated
interagency country strategy document prepared by the U.S. Embassy Country Team
and approved by the Ambassador or Chief of Mission. MPP goals are based on the
national interests and strategic goals contained in the IASP. The MPP is both a
planning and reporting document. USAID officers participate in the preparation of
MPPs; this preparation includes performance information on USAID SOs and related
resource data. USAID officers participate in Washington MPP reviews for all countries
that receive, or propose to receive, USAID funding. They also clear any MPP follow-up
actions that relate specifically to USAID-managed activities.

Although the MPP summarizes USAID plans and funding requests at a country-level, its
role in the Agency programming system is to enable and facilitate interagency

10
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coordination. The MPP process is not designed or intended to serve as a USAID
program decision-making tool. To ensure close coordination with the U.S. State
Department on key decision-making actions, the Chief of Mission (Ambassador or
Chargé) in a given country clears the USAID Strategic Plan and Annual Reports for that
country. At the Washington-level, U.S. State Department officials are invited to
participate in reviews of USAID Strategic Plans, when final decisions are made on
objectives to be pursued with USAID-managed funds. In addition, USAID coordinates
closely with the State Department on ABS development. Final request levels are
approved by the Secretary of State. (see 201.3.3.2)

201.3.3 Bureau Level Planning
Effective Date: 01/31/2003

Regional and Pillar Bureaus play a major role in the process of making Agency-level
plans operational. Bureau-level planning involves three major types of decisions:

e Decisions on Bureau or sectoral priorities that guide subsequent program and
budget decisions, as provided in 201.3.3.1 and 201.3.3.2;

e Decisions on management approaches for country-level programs, as provided
in 201.3.3.3; and

e Decisions on planning parameters used by individual Operating Units in
preparing Strategic Plans, as provided in 201.3.5.

Bureau-level decisions are made by consulting with many actors inside and outside the
Agency. For example, USAID Bureaus are the major focal point for coordination with
counterpart Bureaus in the U.S. State Department and other U.S. Government
agencies.

201.3.3.1 Bureau Planning Frameworks
Effective Date: 01/31/2003

A Bureau may choose to develop one or more planning frameworks. Such frameworks
may range from succinct statements of general priorities to detailed descriptions of
specific goals and priorities for a region, sector, or country.

Due to their potential impact on Agency-level planning and reporting, and possible
effects on the ability of the Agency to absorb and manage external earmarks and
directives, the three requirements below apply to Bureau Planning Frameworks:

e Bureau Planning Frameworks must be consistent with the stated overall mission,
goals, and objectives of the Agency as described in the Agency Strategic Plan
(ASP).

e The programmatic goals described in planning frameworks must not be confused
with Strategic Objectives (SO) and cannot serve as their functional equivalent.

11
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Bureau goals cannot be used to (1) meet pre-obligation or strategic planning
requirements; (2) notify Congress of our intent to obligate; (3) request funding for
specific activities; or (4) structure formal performance reporting. To help avoid
potential confusion with SOs, Special Objectives (SpOs), and Program Support
Objectives (PSOs), the preference is to limit use of the term “objective” and to
use other terms, such as “goal,” to refer to results described in Bureau Planning
Frameworks.

e Before designing a Bureau Planning Framework, the responsible Bureau must
consult early with PPC/SPP, which will determine, on a case-by-case basis, what
clearances will be required. PPC/SPP’s determination will be based on the
framework’s potential role in Agency planning processes.

In some instances, a policy or planning framework external to USAID may be relevant to
the operations of USAID activities. External frameworks can be very useful for
promoting communication and reflecting consensus within USAID and between the
Agency, the U.S. State Department, U.S. Congress, host country governments, and
other organizations and institutions. Such policy or planning frameworks may reflect
foreign policy priorities or agreements established by the foreign policymaking process.
Operating Units should include references to external frameworks in Strategic Plan
documents to show the relationship between proposed SOs and the goals described in
broader frameworks. Operating Units do not obligate funds against external foreign
policy frameworks. Examples of external planning frameworks include the Greater Horn
of Africa Initiative, New Partnership for Africa’s Development, Plan Colombia, Summit of
the Americas, and the Opportunity Alliance.

201.3.3.2 Bureau Program and Budget Submissions (BPBS)
Effective Date: 01/31/2003

The Bureau Program Budget Submission (BPBS) is part of the Agency’s annual
planning, performance/results reporting, and budgeting process. All Bureaus submit a
BPBS each summer to the Bureau for Policy and Program Coordination (PPC) as part
of the Agency’s annual budget and program review. The BPBS is based in large part
on the Annual Reports submitted by Operating Units, and in turn feeds directly into
development of the Agency’s Annual Budget Submission, which is due to the Office of
Management and Budget (OMB) each fall.

The BPBS is prepared in response to detailed annual guidance prepared by PPC and
issued by the Administrator. Typically, the BPBS includes detailed descriptions of each
Bureau’s program and budget request broken out by Operating Unit (in the case of
Regional Bureaus); Offices (in the case of central Pillar Bureaus); and by funding
account. The documents include budget requests at various levels (often a base level
as directed by OMB and a higher enhanced level) by program account, Operating
Expenses, and staff, including a detailed discussion of each Bureau’s program. This
includes, but is not limited to, how the Bureaus will fund various Administration priorities
and Congressional directives and an explanation of how performance has been factored
into the Bureau’s request for each sector.
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The Administrator leads the formal review of each BPBS. Once these formal reviews
are completed, PPC assembles the Agency Budget Submission (ABS), a unified
program and budget request, which forms part of the U.S. State Department’s overall
submission to OMB. OMB reviews the USAID proposed request and provides the
Agency with a “passback,” whereby OMB establishes the levels for the President’s
budget request to Congress. This passback may be appealed depending on what it
includes. If the passback is appealed, OMB reviews the appeal and provides a final
‘budget mark” (i.e., the Agency’s budget level) to the Agency. The budget mark
becomes the basis of the Agency’s budget request within both the Government-wide
President’s Budget and Program Request to the Congress and the individual USAID
Congressional Budget Justification (CBJ).

201.3.3.3  Alternative Approaches to Managing Programs
Effective Date: 01/31/2003

Bureaus should ensure that appropriate programming tools are utilized in each country-
based Operating Unit, based on the vulnerabilities inherent in the type of activities
implemented and the inherently governmental functions necessary to implement a
successful program. Factors to consider include the presence or absence of country-
level Strategic Objectives, a country operating year budget (OYB), or U.S. Direct Hire
(USDH) field staff. Four combinations of these factors are shown in Figure 201B,
lllustrative Models for Managing USAID Country Programs, as four different
management models. Alliance activity may be classified within any of the four
scenarios below, depending on the management intensity called for by country-level
Strategic Objectives. The management models are not mutually exclusive. For
example, Models A and D are often used simultaneously for managing different
activities in the same country.

Note that in Models A and B, the Operating Unit funding the program may be

responsible for planning and reporting the activity through Activity Information Sheets,
as described in ADS 203.3.9.
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Figure 201B, lllustrative Models for Managing USAID Country Programs
Country Country : :
Model Description Level OYB Specific App:;c;alﬂftizlar}glglg g
is Projected | USDH Staff P g
Pillar or Regional Strategic
A No country-level No No Plan, related Annual
Strategic Plan or SOs Reports, plus Activity
Information Sheets
Country planning
Non- Country planning framework, Pillar and/or
Presence | B framework with goals, No No R_eg|onal Strategic Plan,
Country but no c_:ountry—level with relgtgd Annual Reports,
Strategic Plan or SOs and Activity Information
Sheets
Country-level Strategic
c Country-level Strategic Yes No Plan, plus Annual Reports
Plan and SOs (completed by Washington
or regional Operating Unit)
Country-level Strategic
Presence D Country-level Strategic Yes Yes Plan, plus Annual Reports
Country Plan and SOs (completed by field
Operating Unit)

Model A (No Strategic Plan or In-Country USDH Staff). Model A represents
the least amount of USAID country-level management effort and may be
adequate when the nature and scope of activities require limited coordination and
oversight. In this model, specific activities, including public-private alliances, are
implemented but are not governed by country-level SOs (activities therefore are
not funded through a country-specific OYB notification in the Congressional
Budget Justification, and not managed by in-country USDH field staff). All
activities are governed by one or more regional or sector Strategic Plans and
their corresponding SOs (from a Regional or Pillar Bureau) and their
corresponding Annual Report. Non-USDH USAID staff may or may not be
present (such as Foreign Service Nationals (FSNs), U.S. Personal Service
Contractors (USPSCs), and Third Country Nationals (TCNs)). For information on
reporting, see ADS 203.3.9, which pertains to Activity Information Sheets.

Model B (Country Framework but No Strategic Plan). Bureaus should use
Model B when coordination and effectiveness of activities can be improved by
defining a planning framework with country-level goals. Establishing such goals
can be very helpful in improving coordination with the host country, implementing
partners, and the U.S. State Department, as well as between USAID Operating
Units. All activities should be managed in relation to the Regional or Pillar
Strategic Plan and/or planning framework. Planning and reporting requirements
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should be met at the Bureau level. As noted in 201.3.3.1, the goals described in
Bureau-level planning frameworks cannot be used for meeting pre-obligation
requirements, planning budgets, notifying Congress, or requesting funds for
activities. The initiating Bureau should determine what level of country-level
planning detail and reporting is useful to communicate to interested parties. For
information on reporting, see ADS 203.3.9, which pertains to Activity Information
Sheets.

Model C (Strategic Plan but No In-Country USDH Staff). Bureaus should
choose Model C when additional visibility and higher USAID management
intensity are useful and when dedicated staff can be assigned to manage
achievement of the SOs. This model does include a country-level Strategic Plan,
with one or more Strategic Objectives (including Special Objectives and Program
Support Objectives) and corresponding operating year budget (OYB)
representing funding for the SOs. Existence of a separate OYB in the
Congressional Budget Justification raises the visibility of the activities in that
country, and formal annual reporting is triggered by the existence of SOs. A
country-level Strategic Plan document and Annual Report become the basis for
requesting resources, notifying Congress, and reporting progress. Activities
conducted in the country are developed and managed by staff in regional or
USAID/W Offices rather than in-country, usually as part of Regional or Pillar
Bureau programs, including regional or global alliances. Activities funded
through the country OYB are designed to support achievement of country-level
SOs. With appropriate Bureau oversight, this approach works provided that the
nature and scope of activities do not require full-time in-country USDH presence.

Model D (Strategic Plan, Project OYB Funding, and In-country USDH Staff).
Model D represents the traditional “presence” country approach, where full-time,
in-country staff conduct the full range of planning, achieving, and assessing and
learning functions. Model D is the most management intensive, and should be
used whenever the nature and scope of activities to be undertaken are broad and
complex enough to require extensive in-country decision-making and to manage
significant accountability requirements at the input, output, and results level. This
model summarizes a range of possibilities, from a very small field Operating Unit
with one or two USDHSs and few FSN staff to a very large field Operating Unit
with 150 or more USAID employees.

Bureaus should periodically review the management approach used and determine
whether levels of management intensity and oversight are appropriate. Certain trigger
points may indicate that a change may be in order, such as significant changes in
program funding levels, growth of or a decrease in the number of activities, or changes
in the ability of host country institutions to implement activities effectively (for example,
changes due to economic or political instability). Such reviews should directly feed into
the annual Bureau Program and Budget Submission (BPBS) and review process, when
Agency decisions are made on allocation of staff and OE resources across Bureaus,
regions, and countries. (see 201.3.3.2)
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201.3.3.4 Country Prohibitions and Restrictions
Effective Date: 01/31/2003

USAID is required to manage its programs and operations to comply with applicable
legal restrictions (statutory and regulatory).

Legal restrictions are expressed in a variety of ways, such as restricting assistance to a
particular country, a category of countries (such as those which are in arrears in
repayment of debt to the U.S. Government), or in terms of a particular type of
assistance (such as police assistance). Operating Units should use two types of
checklists to assist in compliance with country restrictions: the “country” checklist and
the "assistance” checklist. Each checklist summarizes various legal restrictions and
provides a simple way to confirm and document that USAID-funded programs comply
with restrictions. Both checklist templates are updated annually by the Office of General
Counsel (GC) to reflect changes in legal restrictions, and are available from Regional
Legal Advisors (RLAs) or GC legal advisors. (see the additional help document,
FY2004 USAID Statutory Checklists (this document contains the Template for
Country Checklist and Assistance Checklist)) These checklists do not contain the entire
universe of legal restrictions that may be applicable in every instance. GC and RLAs
determine whether particular countries or activities are affected by legal restrictions and
whether particular waiver authorities may be exercised, based on facts provided by
Operating Units. Public-private alliances are not exempt from these regulations, and
early consultation with GC and Regional Legal Advisors is advised. The requirements
for each statutory checklist are as follows:

a. Country Checklist. Operating Units must complete a country checklist
each fiscal year before the first obligation of assistance for that country. For
countries with programs managed by Regional Bureaus or Operating Units in the
field through a USAID country-level Strategic Plan, country checklists are
prepared by the responsible Regional Bureau (typically by the Bureau country
desk officer) and cleared by GC. Clearance by the Department of State desk for
the country is advisable and preferred but not mandatory. Note that other units,
such as USAID/W Office of Financial Management (M/FM) and the Department
of State, may make determinations or provide information used in addressing
checklist items. For regional activities that are not managed as part of a USAID
country-level Strategic Plan, the responsible SO Teams and Activity Managers
must complete or update an Activity Information Sheet annually, as described in
ADS 203.3.9.

Because facts that trigger restrictions may change during the fiscal year, and
occasionally new restrictions are enacted, Operating Units should ensure that
additional legal restrictions have not been triggered before each additional
obligation of funds for a given country (for example, indebtedness provisions).

b. Assistance Checklists. Operating Units must complete assistance
checklists before obligation. The checklist should be completed once for the life
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of the Strategic Objective (including Special Objectives as provided in 201.3.7.9
and Program Support Objectives as provided in 201.3.7.10) or activity, unless
substantial changes are made in the nature of the SO or activity. In the latter
case, the most recent checklist should be completed to confirm that legal
restrictions do not apply. GC and RLA may require Operating Units to complete
assistance checklists more often to ensure compliance with recent legislation.
Operating Units should consult with GC or RLA to find out if a new assistance
checklist should be completed before each obligation. For information about pre-
obligation requirements, see 201.3.12. Operating Units should consult with GC
or RLAs for guidance if they are considering a waiver of any part of an assistance
checklist.

201.3.3.5 Program Development and Learning (PD&L) Objectives
Effective Date: 01/31/2003

Bureaus may create one or more Program Development and Learning (PD&L)
objectives to finance program development costs and program assessments and
learning efforts. The number of PD&L objectives per Bureau should be managed to
minimize Congressional notification and other management burdens.

As defined in ADS 200.6, Program Development and Learning Objectives are

...used by Bureaus to finance program development, program
assessments, and learning efforts that do not fit within the scope of
existing Strategic Objectives (SOs). They are intended to fund studies,
analyses, pilots, pre-implementation and evaluative work for developing
future SOs, for assessing completed SOs, or for disseminating lessons
learned.

Operating Units and Bureau Offices that need to undertake analytical or evaluative work
may create and fund such activities under their Bureau PD&L objective. In other words,
there is no requirement to establish an Operating Unit or Office level PD&L objective in
order to receive Bureau PD&L funding. The Operating Unit that manages the activity
must make the request. The following principles apply to PD&L Objectives:

e PD&L funds must not finance the design of new activities under existing SOs
(funds from the existing SOs should be used for these purposes).

e PD&L funds must not be used for the assessing and learning efforts of existing
SOs. Operating Units are expected to budget resources within each SO for
ongoing evaluations, activity design, and assessment.

e In most cases, PD&L funds should not be used to finance development
assistance activities. In some cases, a Bureau may authorize using PD&L funds
for the design or implementation of development programs implemented on a
pilot basis. Pre-implementation items necessary to further one or more of the
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above purposes (such as limited training or workshops) may be supported with
PD&L. However, the amount should be strictly monitored by the responsible
Bureau. If PD&L funds will finance development activities, legal checklists and
pre-obligation requirements will still apply.

Bureaus should describe PD&L Objectives in the Congressional Budget Justification
along with SOs. The notification sets an overall obligation ceiling for each fiscal year for
the entire Bureau PD&L Objective. Operating Units must coordinate with their Bureaus
to ensure that obligation of funds under the PD&L Objective does not exceed the
amounts notified.

Program resources allocated to PD&L Objectives may be used to finance the full range
of Acquisition and Assistance (A&A) instruments. This includes purchase orders,
contracts, grants, cooperative agreements, task orders to existing contracts established
under a PD&L Objective, and task orders to contracts established under SOs that may
have instruments designed to provide support to multiple SOs.

Activities funded by PD&L Obijectives do not need to be reported in Annual Reports.
However, Bureaus should prepare and maintain a list of work financed under their
objective in each fiscal year and must maintain documentation necessary to establish
an audit trail.

Operating Units should request PD&L funds through the Annual Report process.
Bureaus should request PD&L funds in the annual Bureau Program and Budget
Submission. PD&L Obijectives should be established through an Action Memorandum
approved by the Assistant Administrator for the Bureau or his/her designee as provided
in a Delegation of Authority. The Action Memorandum should outline how the PD&L
Objective will be managed. This includes assigning clear responsibilities for preparing
notifications, coordinating with Operating Units on source and amount of funding
allocations, performing financial management, and maintaining information on the
activities financed under the objective. An end date does not need to be formally
established for PD&L objectives. End dates for instruments should be established on a
case-by-case basis.

201.3.4 Operating Unit Strategic Plan
Effective Date: 01/31/2003
As defined in ADS 200.6, Operating Unit refers to
USAID field Missions, regional entities, and USAID/Washington Offices
that expend program funds to achieve approved Strategic Objectives
(including Special Objectives and Program Support Objectives).

Operating Units usually undertake planning at three levels: Strategic Plan (see
201.3.6), Strategic Objective (see 201.3.7), and Activity (see 201.3.12).
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Except as noted in 201.3.4.5 (Exemptions), each Operating Unit must have an
approved Strategic Plan in place before obligating program funds for its SOs.

201.3.4.1 Purpose of Operating Unit Strategic Plans
Effective Date: 01/31/2003

Approved Operating Unit Strategic Plans represent an Agency-wide commitment to a
set of Strategic Objectives (SO) and Intermediate Results (IR) to be accomplished by an
Operating Unit.

Note: ADS chapter 201 uses the term “Strategic Objective” to apply generically to
Strategic Objectives, Special Objectives, and Program Support Objectives. Unless
otherwise specified, all planning, documentation, reporting, and other requirements that
apply to Strategic Objectives also apply to Special Objectives (see 201.3.7.9) and
Program Support Objectives (see 201.3.7.10).

Operating Unit Strategic Plans help to
e Provide a strategic vision;

e Link the Operating Unit’s program to USAID policy and program priorities and
U.S. foreign policy in general;

e Provide a rationale for the approval and funding of new Strategic Objectives
and/or the continuation of ongoing Strategic Objectives;

e Define the Strategic Plan timeframe, the period during which new funds will be
obligated to the Strategic Objectives contained in the plan;

¢ Provide a rationale for allocation of staff and OE resources; and

e Obtain a Management Agreement that provides the authority to implement
activities to achieve approved Strategic Objectives.

201.3.4.2 Role of Partners, Customers, and Stakeholders
Effective Date: 01/31/2003

Partners, customers, and stakeholders must be consulted and, where feasible, be
actively engaged in the development and updating of Strategic Plans, and the
monitoring of activities developed pursuant to those plans. USAID should approach
development problems as a catalyst, facilitator, and partner, by providing financial
resources, technical expertise, and country-level knowledge to assist strategic partners
in stimulating new investments and ideas. SO Teams and Operating Units should
consider the views of partners, customers, and stakeholders to help ensure that
Strategic Objectives address perceived development problems, are achievable, and
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produce sustainable benefits after termination of USAID funding. Involvement can take
place at both the strategic planning and activity planning stage through the following:

o *Representation on SO Teams of current and/or potential partners, customers,
stakeholder associations, governmental and non-governmental organizations
including faith-based and community organizations, and informal groups.

e Eliciting information and feedback from customers and consulting with
stakeholders through normally accepted means (such as focus groups, town
meetings, formal and informal consultations, systematic formalized customer
surveys or research, or rapid appraisal methods that involve customers).

The forms of consultation described above are subject to Agency guidance on Conflict
of Interest, which is discussed in further detail in the additional help document, Legal
and Policy Considerations when Involving Partners and Customers on Strategic
Objective Teams and Other Consultations. This document clarifies how Operating
Units may involve outside organizations in discussing concepts, ideas, and strategies,
and reviewing ongoing activities, while remaining within the statutory and regulatory
requirements. This document also suggests alternative courses of action to protect the
interests of the Agency and its partners during the competitive procurement stage. (see
ADS 202.3.9, and consult the Contracting Officer and/or GC or the Regional Legal
Advisor if specific questions arise.)

201.3.4.3 Types of Strategic Plans
Effective Date: 01/31/2003

MANDATORY. The Agency uses two different types of strategic planning documents,
which vary in scope and content depending on the circumstances. The responsible
Bureau must specify, in the planning parameters, which type to follow. Figure 201C,
Types of Strategic Plans, provides a detailed description of the two types.
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Figure 201C: Types of Strategic Plans

Standard Strategic Plan

Interim Strategic Plan

Preferred planning standard for all
Operating Units, including
Washington-managed programs in
the Pillar and Regional Bureaus.

Should be used when conditions
permit comprehensive analysis and
planning.

May be used

e |f conditions preclude detailed
analysis and longer-term planning, as
determined by the responsible
Bureau.

e For a transition environment, with new

Context or continuing programs.
May be used , L .
_ e For countries experiencing high
 Fora sustainable development uncertainty because of drastic
environment, with new or political, military, and/or economic
continuing programs. events.
e For politically and economically | e  For a crisis or immediately post-crisis
stable countries and regions. situation.
Minimum timeframe is five years, Maximum is three years.
and maximum is 10 years. Should be subject to a Washington review
. Length of SOs depends on the SO within two years of approval to determine
Timeframe start and end dates, which do not whether to extend the program through
necessarily coincide with the another phase of interim assistance or to
timeframe of the Strategic Plan (see | develop a Standard Strategic Plan.
201.3.7.8).
May include Strategic Objectives, May include Strategic Objectives, Special
Special Objectives, and Program Objectives, and Program Support
Objectives Support Objectives. Objectives.
In some situations, may consist of only
Special Objectives.
See 201.3.8 Requirements will vary with the
Level of Analysis circumstances, and must be specified in
the planning parameters (see 201.3.5.3).
See ADS 203 Requirements will vary with the

Assessing and
Learning

circumstances, and must be specified in
the planning parameters.

The difficulties associated with identifying
and collecting performance data for an
interim Strategic Plan do not mean that
the program should not be measured.
Country volatility may require intensive
monitoring and measurement, especially
in terms of program implementation and
monitoring for trigger events.

Switching
Between Types of
Strategic Plans

Not applicable.

Must include description of how or when
the interim Strategic Plan would switch to
a standard Strategic Plan.
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201.3.4.4 Scenario Planning Approaches

Effective Date: 01/31/2003

The responsible Bureau should determine, in the planning parameters, if any of the
following planning approaches is required in either a standard or interim Strategic Plan:

Country scenarios to help plan for how the USAID program might respond to
large changes in an uncertain country environment. This c